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The Research an<J Devejppment Center for 
Teacher EdticaHon was established m the 
campus of the University Of Texas Austin 
m 1965, to design, build and test Effective 
products to, preparjgr teachers lor careers in 
the nation's schook, 

A staff of moh thfin 100 are engaged in 
projects ranging from basic researofi into 
effective teaching beliavior, through deveSop- 
ment of speciaf counselor training strategies, 
to the development, implementation and eval* 
uation of a oompSote and radicaOy different 
undergraduate teacher education program. 

The Center's major program, the Person- 
aliped Teacher Education Program, has its 
roots in teacher personality, research dating 
back to the mid-Fifties. This early research, 
which demonstrated hQW teacher's personal- 
ities and classroom behavior correlate with 
success in their teaching careers, has led 



to the development of a targe group of 
products, which help edttoation faciHties be- 
come" aware of student teqch^rs' individual 

. needs. The program also has produced prod- / 
uGts for student teachers' use, to help them 
build on theil* strengths/ 

The compfetelK modularized program is 
curipently in field test and/or use at more, 
than a dozen yttportant t^actter education in- 
stitutions nationally. ' < , 

In addition to' the PTEP, the Center also 
supports othor projects in educational eval- 
uation, development of strategies for imple- 
menting insti^Q^ional change, and In consul- 
tation teohnitjues for helping teaqhers plan 
individuatod programs for children. 
The Center's work is supported by the 

^ National Institute for Education and by the 
University of Texas System, as well as 
through contract research and development 
programs for public agencies* 



THE CONCERNS-BASED ADOPTION MODEL: A DEVELOPMENTAL CONCEPTUALIZATION 

OF THE ADOPTION PROCESS WITHIN EDUCATIONAL INSTITUTIONS''^'^ 

Gene E: Hall, Project Director ^ 
^ The, Research and Development Center for Teacher Educati.on , 
The University of Texas at Austin 

The Concerns-Based Adopti'on Model (CBAM) was deve lopedjto. represent, the . 
highly complex process entailed when educational,, institutions become involved 
in adopft^fig Innovations, jf the mocfel were as c'omplex as the pjaenomena It is 
attempting to describe. It would be of no value to eiv^sr the researc'hers - or 
the practitioners. Consequently, the CBAM is an attempt to carefully comparjr- 
me^ntalize a highly dynamic and intertwined process that Involves the tnany 
individuals who form Vhe institutions. The model does net dl rect ly' provi de 
methods to improve use of an innovation or delineate adoption strategies. 
Variables identified oy the model, however, can be used as the criteria for 
assessing the effects of intervention strategies and does not sugcjest a theory 
for more effective selection of intervention strategic. 

The model is the result of a thrqe and one-half year study^''6r innovation 
^adoption In educational Institutions. ' The three primary .data sources have 
been [) the literature of change, 2) extensive f i e I d-based experiences ?of the 
devj^l opers' and other school-based and higher education-based adoption agents, 
an^ 3) documentation of the innovation adoption process in 'teacher education 
institutions. 

■ i 

Before briefly summarizing the data sources and presenting a qen'eral de- 
scriptio^n of the CBAM a moment should be taken to point out the frame of rej- 
erence for our work. We are studying innovation adoption in educational* i nstl- 
tutions. We are not studying'the adopt Ipn^-^^f^lr^+^I ve I y s imp I e Innbvations by' 
individuals I ndependent of a formal organ i zat ion . j We ace not studying change 
in an "Innovation free" context. What we" are'at^fmptlng to study and describe 
is the highly personal, dynamic, interactive process and events that occur 
when educational institutions adopt complex educsrtional I nn£)yations. We do . 
not see adoption as being'an event at a ppint in t^me; rattier, we see adoption 



^The research described herein was conducted under contract with the Na- 
tienai Institute of Education. The opinions expressed are those of the author 
and do not necessarily reflect the position or policy of the National Institute 
of Education and no endorsement by the National Institute of Education should 
be inferred': 
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as a -idevel d*pmenta I process that I'ndividuals and' ispst itutions move through-as 
they Welect, install and institutionalize use of an innovation'. ?he long range 
goal of this work is development a'nd refinement of a model that represents this 
complex ppQcess and identification of variables that are operationally defin-' 
able and that lend themsefves to quantification,' ar^-usable in field-based and* 
experimental studies and, at th^ same time, have^'uti t i tar i^ app I ications for 
adoption agents invol^ved in the trenches — attempting to facilitate innovation ^ 
adoption. ^ ■ : ■ . , ^ ^ ' ^• 

The Literature ' ^ • * ' " \, 

During the papt decade a multifude of publications dissected th'^. educa- 
tional change procefSs, describing the fabrication of^'new change models and 
examining old ones. Cursory examination of Rogers and Shoemaker's (191 \ \ ^ork, 
of Havelock's (1^71) massive f^eview and . synthes i s of the' change literature, and 
of M^guire's (1970) rev>3w provides immediate perspective on the enormous ^ , 
amount of data and number of models available to stimulate the planning of edu- 
cational change. Why, tlifen, have schools, colleges, and universities remained^ 
generally untouched bymany of the^major thrusts of the'refprm movement? 

Perhaps it is as Schmuck and MijBs (1971) suggested — thatNfnore attention 
ndeds to be placed on organizational development within an educational infeti- 
tut^'on. ' Giverl a suppdrl'ive environment, more effective moans of communication 
^and the ^eve lopment of norms that support individual .ef^foct, i ;;inovat i ons may • 
take' root, as some school-based organizationa I development studies i^dicate.^ 
Or, it ma/' be that4the ddop+ioni»of innovations has not t^een sufficiently exam- 
ined as a developmental process in which the concerns of the individual adopter 
and •the relat ion'sh i p of these concerns to the use of the .innovation play a 
major role. In a recent paper about program evaluation Charters and* Jones ^ 
(1973) ponder the issue of innovation adoption and suggest that there are levels 
of ^'reality"' to school program change. If indeed there are different levels of 
use of innovations, then are-<,the ^onseque'nces of use different as well? 

\ * Empirical studies of educational change /node Is (Kohl, 1972) begin to pro- 
vide some insjghts into the complexity of the adoption process. Studies of this 
type need 4*^^ continue. The organizational development studies suggested by 
Schmuck and Miles (1971) need support. Of equal importance, however, is the' 
need "for stud ies of the innovation adoption process from different frames of 
.reference. Studies are needed that vaMdate the 'stages and procedures in the 
adoption process. Perhaps of greater heed are valid and practical tools for 
data gathering, analysiSj^ andii extensive documentation of intervention strategies 
during i nnovat ion adoption. Suffice, to say—we *need much more knowledge about 
Variables that facilitate or impede the adoption of educational innovations', and 
we need many more pradical to^ls that change agents can employ to facilitate 
adoption. ^ " . ' . 

A second literature base for the CBAM is'the work of Fuller (1969) on con- 
cerns of teachers. Fuller suggests preservice teechers as theV progress through 
teacher education and move to inservice work move through a developmental 



progression of '^concergs." In their earliest experiences thei r concerns, per- 
sonal needs or ms^ti vat ions, if you wish, are apt to be sel f-oriented . As they 
gain in exposure, tra i ni ng and experience their concerns shift to cjuestions I 
and needs related to the task of teaching. Ultimately, with additional expej 
rience, training, and success teachers develop more impact related concerns. I 
In teacher educat i on .the cons'equence of this developmental conceptua I ization V, 
is" the personalizing of education based on the developing concerns of the^ pre- 
/service teacher with nnore self and career exploration early in the program, 
methodology in the middle, and more educationa I I y . soph isticated interactive 
training, and experience near the end of the teacher education program. 

*■ ■ ' ^ 

In the following pages the CBAM is described. Further discussloi^i of the" 
literature is not ^Included here since It Is not tfte purpose of this paper tOy 
present ^ liter^-fure review. -^Howeve*^, the rich and diverse literature of 
"chanje" and educational research have afforded a major keystone fo/" the devel- 
opment of the model. 



Experiences of. Practicing Adoption Agents 



The developers 9f -the madel have had 'diverse and extensive firsthand expe- 
riences with innovatiori adoption ranging from schools to higher education to 
industry. In addition, during the model development p^eriod^at various" points • 
nationally recognized and experienced change agents have served as consultants, 
reviewing and critiquing the model.' The model has also been icr i t iqued, and its 
components .have been applied by practicing adoption agents In the field during 
the past year (Wallace, 1973). Their experiences, successes and feedback have 
been valuable In further refinement and delineation. 

Documentation of Innovation Adoption ^ V 

Orte program component of UTR&D bas been the so-called I Rter- 1 nsti tut^ona I 
Program (IIP) that is the linking agency for the Center with teacher educa^Ton 
^institutions -around thlfe nation. The staff of the J nter- I nst i tuti ona I Program 
are highly skilled adoptlpn agents and have been working closely with approxi- 
mately twenty-five teacher training Institutions that l^ave been adopting .Center, 
developed' or related teacher education innovations. ^ ' 

J 

As a regular part of the activities and work of the IIP staff procedures 
have been c;|eveloped and established for documenting the events, processes, time 
line aVd interactions as t^ey have occurred within the collaborating teacher 
training Instftutlons and the*co I I aborat ive activities with UTR&D In Its role 
as '3 resource system..^ This documentation data has'provlded the real world bal- 
ance and test that Is needed in initial model development that Insures against 
identifying constructs and dimensions that may be Intellectually pleasing but 
have no real world counterpart or relevance. For further I nf.ormation' on the 
analyses of these data see the following publications: ^Ha I 1 , 1973; Farrlnglon, 
1973; Manning, 1973. 

' \ 



DESCRIPTION OF CBAM 



Collaborative Linkage 

.; The CBAM begins with viewing the adopting institution ai a > User System . 
conjposed of individuals, each <pf whom has his own sets of concerns, problems, 
skills, agendas and needs. I n ^ comb i nation these i^nd i vidffa Is represent the 
inst-itution and its functioning. When this user system- becomes ' i nvo I ved in 
adopting an innovatign, a ' f^esource System that is expe'rt in the use of 'the 
"rnnovatlon normally is available to he I p.. it" develop its capability. Sometimes 
the resource system is. an Individual; sometimes it is located- Inside the user " 
system; more likely, however, it is a formal organization , outside the user 
system that forms a linkage with the user system. 

liVhatever form thd' resource system takes,' for best results with all com- 
plex innovations the I i nkage ^shou Iti be a collaborative one based on mutyal * 
openness in^ communication and a sharing of resources, investments, outcomes 
and risks (see Figure I). A one-way association is not likely to survive 
because the receivers will not 'sustain a commitment to a joint effort. The 
CBAM requires that inv@stmen-/s be made by both u'ser and ' resource systems, and 
that both be able'to galp from the collaboration. In most Instances a col lab- 
orati ve I inkage is .established tQ help the user system develop*a h igh-qua'l i ty 

: use of the innovation as*qu'ickly and as easily as possible. This mfe^rrs that 
with time the 'i nd i vl dua I s within the user system mu%t become as knowledgeable 
about the innovation as are the members of the resource system. I n .add i tidn,' 
each indivjdual In his role, whether "i+ be as .an ^dm i n i strator, faculty member. 

^or student, must develop the skills and finesse^. i'n using »^the innovation that', 
wil-l optimize t^e effects of its use. 

One premise underlying tHe CBAM is that adoption agents (spec i :j I I sts Iii 
the use of tne innovation and effect i ve cata I ysts for faci I i tati ng change) 
work with peogle in the user system both individually and in groups. As a re- 
sult, the CBAM* at one level focuses on assessing the 'tempora I ^state of the in- 
dividuals within the user system. Jhis assessment then allowsVthe adoption 
agerPt' to focus h is J ntervent ipns so that they respond to the perceived needs 
of the indi vidual'users and ajiso relate t6 their levels of use of the innova-- 
tiom at that time. The constructs of the CBAM 'that make this possible hre ihe 
twp sets scales: (I) Levels of Use of the innovation and (2) Stages of Con- 
cern about the j^nnovj^t ion. In addition, a third and more provocative set of v 
hypotheses has fo do with the relationship of stages of concern to levels of ;u'se 

* 

LeveJ^^of Use of rhe Innovation , 

We contend that there are observable diffetenrces in how various individuals 
approach and use afi innovation. Spec i f.i caj ly, it Is 'hypothesized Vhat thefe are 
identif iab.le, definable and measurable levels of use of an Innovation that r^inge 
from L^ck of knowing that the innovation even exists to an afttlve, soph isf legated 
and highly effective use of it. It is further hypothesized that growth in . 
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Figure 1. Basic Representation of the Systans of the 
Concerns-Based Adoption Model *. 
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QualitY of use of the innovation byjnost individuals is a deve i opmenta I pro- 
cess." fiormoM'y, individuals do not just use an innovation for the first 
time, or even fhfj second time,, and use it as efficiently and'as effectively 
'as do those who hav"b been* involved with the* Innovation through four or five 
cycles of use. Advanced levels of use are not attained merely by use of the 
innovation through severa I cycles, however. Experience is essential but not. 
sufficient to insure that *a given individual will develop high quality use of 
an innovation.. ^ • 

An oversimplified but helpfuJ illustration of the levef-ot-use dimension 
is the innovation-adoption process a college instructor goes thro.ugh when he 
adopts a new textbook for a course he has taught many times*- At first he will 
carry the new book around for reference much more than he did the- old text. 
In preparing .class presentations* and examinations he wiJf refer to it much 
more. His assignments are rtiore likely to be literal chapter assignments, and 
he probably will follow a straight-forward progression through the text.' His 
use of the innovation is apt to be "mechanical," uneven in flow and closely 
related to the flow in the text. *As this instructor prepares to teach the 
course a second time using, the new text, however, he is likely *"o select a 
^different arra-ngement of assignments. This time, he may assign Chapter 4 fi'^s 
aad,,. perhaps, de I ete' Chapter 7 while substituting another re-ference he thinks 
will do a better job. In making these changes, he has progressed beyoYid a 
mechanical use of the innovation. He has gained^the experience and know-how 
to be more adaptive in his approach, and he more smoothly i nteg rates * the use 
of the text into the rest of nis instructional activities. 

The operational def i ni tions' and 3cale points for the I eve I s-of-use dimen- 
si'on of the CBAM ar^e listed ;n Appendix A. Note the two subscales hypothe- 
sized for the I ev^l's-of-use dimension. ^One describes the know I edge level of 
the user. It hypothesizes that the cognitive level Or a'mount of 'information 
and .degree of understanding an individual user has*" about the innovation is a- 
developmental progression. Assessment of this set of scale points might take 
the forpn of a pencil-paper achievement te^t. The other set of scale points 
foi^evel of use of the innovation are-the action scale points. In the CBAM 
'we hypothesize that^ there are observable behavioral differences in how the 
innovation is actuatly .used and that advancement to the higher levels of use- 
of the .i nrrovati on is a developmenta I ' process. 'Assessment of th^ action level 
of use requires direct observatioo of the users while they use the innovation. 

Stages of Concern About the Innovation » ^ 

/A second ,d imens ion has tb do with fh^ individual user's needs, rr.oti v^jtiori 
problems^and requests as he is becoming expert in using the innovation. In ci 
way that parallels Fuller^s studies of concerns of teacher^, individual'^ ruu 
hypothesized to have concerns that relate to their potential or actual u^e of 
"an innovation. A set of scale points. Stages of Xiohcern About the Innovirlon, 
has been defined for this dimension, and. it is hypothesized that this diTieri- 
sion is also a developmental progression. That is, when individuals firj-t 
approach using an innovation, their conceVns will be different from tho.^o v:Vey 



will have after 'they have used it awhile. Still higher stages of concern will 
be expressed with subsequent cycles of using the innovation unless one or more 
developmental processes become blocked or dormant. 

As with Fuller's theory of concerns of teachers, the CBAM hypothesizes 
that earl.y concerns are huch more self-oriented than are later concerns. 
Table I I ists> Stages o'f Gpncern About the Innovat-ron ranging from unaware to 
renewal with typical expressions of concern. The operationally defined scale 
points for Stage of Concern About the Innovation are presented in Appendix 8. 

Relationstip Between SoC and LoU 
^ ■ — J ■' — ' 

It is hypothesised that concerns are related to use and that it is possi- 
ble for change agents* to inff^r a great deal about use of the innovation from 
listening ito the user's concerns* This rel§;t-^©nship is not always a simple 
one-to-one correspondence, however. Many of us, 'for example, have known golfers 
who, "talked a good game" but whose actual play was rather far over par. The 
alterrfat^e imbalance in theory is also poss i bla where the individual's concerns 
are very low level and he has serious doubts about his abilities when, in fact,^ 
he has the potential of being outstanding. There are also instances of indi- 
vidua Is who "perform over their heads." 

An illustration of these relationships using an educational Innovation 
could be schools adopting open-concept classrooms. Many communities now h.ave 
school buildings ;Miat are open concept ^nd have reputations' for having excit- 
ing, innovative programs. When one visits some of these schoofs, however, he 
finds book cases, chalk boardjs, eas'els and seating are arranged in blocks that 
serve as traditional self-dontained classrooms (tow use). In another school 
where all of the walls are gone, the'pupils are roving aimlessly. No terri- 
tories have been estab l-i shed; there is excessive confusion; and the climate 
feels tense. This is a 'school that is probably early in its use of open- 
concept classrooms aad whece^rtheoteachers have high stages of concern about 
sharing their leader^^hip and responsibi I it.y for curriculum and about remaining 
•non-autharitarian. * But, in spite of these high concerns, their level of use 
of open-concept classrooms is low. They are confused and uncertain as a result 
of perhaps attempting a too ambi + i?ous beginning. 

With the CBAM it is hypo-:^hes i zed that there is probably a middle range of 
relationships between concerns and use where successful advancement or growth 
is possible,' but if an individual's stage of concern and level of use move too 
far out of correspondence then adoption "of the innovation is in Jeopardy. 
Figure 2-^is a graphic representation of this set of hypotheses with the area 
within the envelope representing the hypothesized safe-growth area. 

Extensi ty 

The Ultimate criterion in any innovation-adoption effort is the extent 
and qual ity of use by each user* of the Innovation within the user system. The 
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Table i: Stages of Concern and Typical Expressions 
of Concern About the Innovation 
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Stage of Concern * 


Expressions of Concern 


Unaware 


■ ■ -f ' — 

* • 

\ don't know anything about it (the innovation). 


Awareness 


1 have heard about th.e innovation, but 1 don't 
know much about it. 


Exp 1 orati9n 


• 

How much of my time would use of this innovation 
take? 


Ear ly Tr ia 1 


1 seem to be spending all my time in getting 
mater i-al ready for student^. 


\ 




Limited Impact 


1 can now see how this i nnovation 'relates'to 
other things 1 am doing. 


Maximum Benefit 


1 am concerned about relating the effects of 
this innovation with what other instructors 
are doing. 


Renewa 1 


1 am trying a variation in my use of the inno- 
vation that looks like it Is going to result 
in even greater effects. 
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1 ■ 'Vi^i-of--i3t. Jimonsion of tne CBAM contains cj set of operationally define^J 
L... lit- points fh'jt provides behavioral indicators of the quaiity of use of .:n 
i rrh. vjt irn by e:3ch individual within the user system, innovations are adcpt<-Mi 
i\ user ^--ysteris conposed of many Individuals. It is Important to have a 
re;.: rd of each Individual lefvei of use. Also, a representation of the proDor- 
"■'o^n of individi.als within tfre^.-user system that ,are using an innovation needs 
t-e njide. A descriptive statement that the average user in a school 's u-f 
<j noch'^rw o.i } ievel of use is not as useful as is a picture of the present 
icvei of use tndt each indivlduat is demonst rat i -g. An extensity profile can 
bo jon^tructea to acomplish this. Aii faculty, ddmini strators and students 
ojf-. DC observed and rated with respect to their levels of use of the Innova- 

When this information- is plotted, the resultant graph represents the 
i r.^jl vidLi.3 1 level of use and the extent of use of the innovation within the 
..i^.er systen^ at the time the observations were made. By plotting extenslty 
prooileb at regular intervals, a visual record can be maintained of the extent 
ono ievei of use of the Innovation. When extensity profiles for different 
..uofes aro^ compared, the rate of advancement ^^f innovation use or its arrest 
easi iy De Been. Figures 3 and 4 are examples of extensity profiles. 



- .^-" Mnvi ! r Together 

The Concerns-Based Adoption Model In Its entirety is represented In 
: ioure 5. In operation, there is a collaborative linkage established between 
o user system that is adopting an innovation and a resource system that has 
expertise with the innovorion and facliltating its adoption* In theory, llnk- 
^oe rr. accompilshed via several communication channels that entail systematlo 
.roDes cf the user system and its personnel to assess each user's stage of 
ocncern and level of use about the innovation. Based on this assessment, 
adoption agents should be better able to select and employ personalized Inter- 
vention strategies. The selected strategies are targeted toward advancing 
use of the innovation while, at the same time, resolving the user's concerns 
.. r arousing more advanced concerns. Interventions that are targeted in this 
vv^v are most likely to appear as relevant to the user's concerns and, thereoy, 
.^rtj most likely to effect advancement in the level of use of the i nnov:^tion. i 

I r, summary, there are several Important and distinguishing character ' st o,.-. 

0" -^ho CfiAN* that make it different from previous "change" models, that moke it 

;o\:iCticol, and that make it an Interesting front for research. These charojc- 
■■*\/r I 5 1 1 OS i no I ude : 

I. roousino on adoption of Innovations by educationai institu- 
tions rather than "Innovation-free" change. 

*-■ 

i:. ravinq the Individual be the unit of analysis rather than 
groups or the entire user system. 

View In-,: innovation adoption as a developmental prock^ss with 
defirabie, prealctable, and measurable levels and stages. 
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K represents the knowlege scale of use,apd A represents the action scale of us( 

The unit of analysis is the group. As new teams are constructed they are added 
on^ th.e right. 
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Innovation: Faculty Teaming 



Figure 4. Extensity Profile for School Y After Two and One-Half Ye^rs 
of Establishing Faculty Teams 
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4. Hypothesizing that use of the Innovation progresses>th rough 
a series of definable, predictable, and measurable levels. 



5. Hypothesizing that individual user concerns about the inno- 
vation progress through a series of definable, predictable, 
and measurable stages. 

6. Hypothesizing that there is a corresponding relationship 
between a user's concern about the innovation and how the 
innovation is used. 

The Implications of empirically testing the dimensions, their related 
variables and the processes described in the CBAM are many. The implications 
touch on many areas including the study of change, product development, eval-- 
uation and the p.ractice of adoption agents. Three major implications are the 
f&l lowi ng: 

1. If concerns about the i nnovatron are demonstrated to be 
related to how the innovation is used, then adoption agents 
have a rational basis for selecting needed^and personally 

' relevant interventions. 

2. If use of an innovation does progress deve I opmenta M y 

through a series of definable levels, then the whole ^ 
process of planning for and supporting innovation adop- 
tion needs to be better thought out and cover a longer 
period of time than is the common practice. 

3. If there are different definable, predictable, and measur- 
able levels of use of an innovation, then research on 
innovation treatment affects (summative evaluation) needs 
to take into account the quality of use of. the innovation 
before interpreting effects of its use. 

\ 
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0 Non use ; ' State in which the user does not know that the innovation 
exists. . • ♦ 



Knowledge * \. Action 



!• No jjl^wledae of the inno- I. 
vation iDr >any other simi- 
lar innovation. 



2. Has general knowledge That , 2. 
there are efforts to develop 
.Innovations 'p the. area. 



No action Is being made. either \ 
to ,ln;llvidua< ly develop or 
find out about efforts in the 
area . 

Sol Ici'ts general information 
from various sources about any 
effort^\that are going on. ^ 



Orlentb(tion:^ ^State in which the user is acquiring information about 
the Innovatloa, Its value orientation, its <iemands upon 
him, and' the user system. . 



Know I edge 

1. Knows name and source of 
Innovation. 

f< 

2. Knows where to get suffi- 
cient Information to formu- 
late decision alternatives. 

3. Has sufficient information 
about innovation and its 
Implementation require- 
ments to make a go/no-go 
decision. 



Action 

1. Solicits descriptive Information 
■ about the innovation. 

2. Sol Icits actual mat^Ia I s'andT 1 
analyzes them. 



3. Makes an Informed decision to 
use the innovation or not to 
use it. 



1 I Initial training; 



Knowledge 



An action stage in which the user Is being trained 
in the IcSglstics and use of the Innovation. 



1. Knows time requirements 
for training; kfiows gen- 
eral logisti^^s and require- 
ments for use of innovation, 

2. Knows components of inno- 
vation and its general 
characteristics 



Action 



2. 



Examines materials In terms of 
training mode and duration. 



Studi^es actual materials for 
learners and. instructors to ac- 
quire Mfcwiedge and skills. 
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. 3. Knows content of Innovation 
for learners and generaUin- 
struct I onal and log 1st I ca I 
requirements for professionals. 



3. Prepares to Initiate pilot project 
and engages in tryout of innova- 
tijon. 



I I I Mechanical 



A stage of innovation implementation wh^re users are 
engaged In pilot use of tbe Innovation, The user is 
engaged in a step-wi^e attempt to master the tasks 
,req\il.red by the innovation, often resulting in 'disjointed 
andlsuperf icial ,use. • 



Knowledge 



Knows only on a- day-to-day 
basis what the innovation 
demands. 



2. Has sufficient knowledge to 
cope with the minimal daily 
requirements of the Innova- 
tion. . 

3. Knows detailed Information 
^about the innovation, its 
content, and Its potentials 



Action • 

1 . ^ Implementation demonstrates 
*^lack of effective management 

and lack of anticipation of 
Immecllate/ intermediate conse- 
quences. 

2. Demonstrates control over day- 
to-day use of innovation but 
lacks ability to plan beyond 
that. ' 

3. Handles well the mechanical 
aspects of the Innovation, yet 
falls to attend to impact of 
the Innovation on learners. 



, I V I ndependent; 



Knowledge 



A state of innovation usaga where the user handles the 
innovation well as an Individual with quality impact on 
learners in his immediate sphere of influence, yet fails 
to Integrate his work with the total system's effort. 



1. Knows the cognitive effects 
of the Innovation on the 
learner and the relative 

ef fecti veness'of alternate 
' practices. 

2. Recognizes affective responses 
of learners as a result of his 
manipu lation of methods with 
the innovation. 



Action' 



.2. 



Explores and experiments with 
alternate combinations of inno- 
vations with existing practices. 



X 



Examines ^impact of various com- 
binations of existing me"fhods 
and innovation elements on his 
students. 
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3. Knows cognltWe and affective 
effects of innovaHtion on his 
learners and how he can get 
thQ^st out of the innova- 
tion fbr learners. 



Maximizes learner . i nvol vement 
with inijovation by adopting 
flexible elements Qf the 
innovation/* 



V I ntegrated s 



Knowledge 



1^ 



Stage in which 
his efforts in 
achieve a col lect 
Institution. 



the user is actively seeking ways to combine 
using the innovation with col leagued to 
ve impact on all learners within an 



r. Has minimal knowledge of how. 
others are using the inno-' 
vation. 

2. Has good understanding of 
what colleagues are doing. 



3. Knows hbw his use of the 
Innpvatlon and others' work 
can provide maximum impact 
for learners. 



Action ^ 

1. Seeks out information from col-'' 
leagues about what they are doing 
and develops tentative plfens'^for 
coordination with them. 

2. Experiments, with alternate patterns 
of use of the innovation based on 
collaboration with colleagues. 

3. Implements most effective system r 
for the innovation, which employs 
successful col laborative ef forts 
and yields a high^degree of 
Impact on learners.' 



VI' Renewing ; 



The stage of use o^ an innovation in which the user re-evalu- 
ates the quality of use of the innovation, seeks new alterna-^ 
tives to achieve impact on learners, examines new developments 
in the field, and identifies new goals for himself and the 
institution. 



Knowledge 



I. Has experiential knowledge 
of of her innovations and 

if their potential use in hi.s . 
situation. 

^1^. Has knowledge of innovations 
In his own and related fields 
and their Implications for 
improV'i ng. the quality of 
learning within his institu- 
tionr. 



Action 

1. Begins to experiment with 'sophis- 
ticated adaptations of the inno- 
vation In order to achieve more 
effective impact on learners. 

2. Seeks out new alternatives to 
enhance or replace the innovation, 
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3. Has broad knowledge of 

emerging a I ternativ,e goa I s 
and means for education 
and +he culture and "per- 
ceives the dynamic role of 
his wor4< .and his institution 
as a vital part of the social 
system. 



Systematically evaluates effec- 
tiveness of -innovation and re-* 
appraises goals while seeking 
morp effective means and per-, 
haps new goals in the pursuit 
of optima! learner impact. 
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Append i>< B: Stages- of Concern About the Innovation 

0 Unaware: No indication of awareness that* the innovation exists. There 
Z ^ may be Interest In simi lar i nnovations or a comfDiete absence 

of awareness or interesi in the area. ^ 

!• No indicators of interest in learning of new things in area that 
innovation is a part c^f. 

2^ Interest in learning of things in the area is expressed. 

1 Awareness: Indicates a^general awareness of the innovation. The poten- 
*~ ~ tiaj adopter is IlKely to inquire about obvious characteristics 

of-the innovation and of himself in relation to it in varjous 
non-^bpeclf io ways Ce.g., expressions of general feelpng toward 
Innovation, limited evaluation, passive, passing interests rn 
It) may even include expressions of concern about po&sible 
personal conflict or threats toward self and personal status 
quo. 

1. No need expressed, passive^ ho further Interest, no questions. 

2. Expresses a need to learn more of a general nature atfout the innovation 
and g6>tting a broad superficial overview. What does the innovation 
look like in general to me and my "program?" 

3. Expresses need to learn more specific Information. How do I l*iearn more 
detail? 

II . Exploration : Indicates exploration of the roles played by the individual 
user and of the demands placed upon him; also includes 
exploration of role In relation to the -reward structure of 
the organization and exploration oT potential confl^icts with 
existing structures or personal copnitment that have financial 
or status implications. 

Ic Expresses fear, wory, doubt about the future role he must play if 

innovation is^adopted. Worries relate to self, self in structure, and 
personal or professional rewards. ' 

2. Expresses ambivalence toward the innovation, his role in relation to It, 
and Its effect on "*'he tnsi Ht't ion's social and professional structure, 

3. Expresses questions of a constructive, problem-solving natu'^e in rela- 
tion to his role, place in the structure, and personal and professional 
futu.re. Queries reflect a commitment toward the innovation and a djive 
toward movement. 



f 
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III Early Tria I ; Indicates user^s exploration of his performance and manipu- 
lation of materials and time, 

1. Expresses lack of confidence in his ability to carry out his role with 
the Innovation. Expresses discomfort about his ability to handle the 
organizational aspects of the innovation, 

2. Expresses uncertainty about the use of the ' i nnovation and tends to 
interpret materials too literally; requires confirmation that his . 
actions are proper. 

3. Expresses general confidence in Jjslng the innovation but probes details 
of organization, sequencing, etcJ, to make operational use of the 
Innovation more efficien'ftii 

IV Limited Impact ; Indicates user^s exploration of Impact of innovation on 

clients in his immediate sphere of influence. 

1. Expresses a need to insure that learners are receiving what they need 
to function effectively with the innovation; seeks confirmation that 
he is doing an effective job with the Innovation. 

2. Expresses desire to identify means by which the learners can gain more 
from the innovation the next time it is used; seeks to become more 
effective by eliciting feedback fram learners. 

3. Expresses need for learners to be able to relate their experiences 
with the innovation with broader goals of the course; recognizes a 
personal need to become more knowledgeable about the total operation 
within the program. 

V Maximum Benefit ; Indicates user^s exploration of the total impact of the 

innovation in an institutional context on learners and 
users. 

1. Expresses a desire to gain an understanding of what is going on within 
other parts of the institution in order to integrate more fully the 
learner^s oxperiences with the innovation; expresses desire to seek 
effective working relationship with colleagues to further the goals 

of the innovation. 

2. Expresses a desire to maximize the outcomes of the collective effort 
within the institution with respect to the innovation; expresses a 
desire to share his experience with others in order to inc-ease the 
group^s capacity to use the innovation. 

3. Expresses a need to identify conditions that would tend to sustain the 
maximum level of output with respect to the Innovation; expresses need 
to achieve ful I satisfaction for self and the group. 
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Renewa I ; Indicates user's exploration of new or better ways to reach the. 
same goals or new goals, 

* . 

1. Expresses desire to adapt the innovation in order to integrate the 
latest advances in the fields related to the innovation; expresses 
desire to acqO'ire information and skill which will assist in main- 
taining current professional level, 

2. Expro^ses naed to explore and identify better means to achieve what 
IS a I heady effective output**with respect to the innovation; expresses 
desire to incorporate new techniques into his professional repertoire. 

3. Expresses need to keep himself. and the institution open to new ideas, 
go^ls, and means of achieving maximum outcomes for learners and 
users; expresses desire for experiences that will broaden'his outlook 
on his personal and professional life.* 



